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Pain Point: Keeping information current 
➔ Hard to use CMS editors. The user interfaces of many Content Management Systems have 

aren’t intuitive, requiring multi-hour to multi-day training for new users. As a result, website 
contributors fear making mistakes, require remedial training, or put-off edits to do in a single 
sitting. 

◆ “There about ten buttons that I don't know what to do with.” 
◆ “Contributors need re-training every time they edit the website”

➔ Multi-step approval. Complicated and time intensive workflows deter staff desire to update 
content. Delays grow acutely when page edits require approval from individuals across 
teams/departments. 

◆  “It can take a week to fix a page edit.” 

➔ Staff/IT tension. IT/Web teams want to avoid time-intensive style deviations. Contributors 
feel like strict design guidelines hamper creativity, reduce ownership.

◆ “If you allow free form editing inside a wrapper - all accessibility and consistency goes out the 
window.”

◆ Departments will do one-off web development to avoid the CMS or design constraints. 



Pain point: Keeping up with best practices
➔ Shared long-term goal: “Let residents do their City business online”. Nearly all 

participants defined their long term goal as helping residents do online what they currently 
have to come to City Hall for today.

➔ But, Departments don’t prioritize website experience. Too often, departments don’t take 
advantage of the website to improve service delivery. They assign the lowest level employees 
for website-related work. 

◆ “ At best, Directors think the website is for marketing, not transactions”

➔ But, inconsistent Executive Interest. Interest in website improvement peaks with a 
leadership change or controversy but can lose focus. Conversely, the high performers 
consistently cited strong executive leadership on the website as key to their work. 

➔ But, lack of performance metrics. Only a handful of participants reported having clear goals 
or metrics tied to website performance.



Pain Point: Accessibility
➔ Significant, growing share mobile traffic. Participants able to provide analytics report 

mobile devices accounting for a growing percentage of their traffic in recent years, even for 
sites not yet optimized for mobile responsiveness.  

◆ Mobile traffic ranged from 15%-65% across participants with an overall average of ~42%.
◆ “I’m sure [visitors] have to scroll for days..the content isn’t written for a mobile screen”. 
◆ Mobile traffic correlates positively with a city’s ethnic diversity. 

➔ Need to be multilingual.  Cities with established or growing ethnic diversity most felt the 
need to better serve multilingual website visitors. 

◆ High adoption, but varying satisfaction with Google Translate.

➔ Writing simply, for the web is difficult. The vast majority of Webmasters and content 
managers feel like their contributors can’t write for the web. Some cities are solving this with 
increased trainings, regular workshops, or quality metrics (e.g reading level of content).

◆ “My contributors write reports and brochures that they expect to translate on the web”



Pain Point: Information Architecture
➔ Difficult to navigate. The most consistent critical feedback web-teams hear is that people 

“can’t find what they are looking for on the website.” Participants report struggling with site 
architecture organized by department.  Many are shifting to a resident, business, and visitor 
paradigm to become more service-oriented. 

◆ “I know for a fact that people give up and call 311”
◆ “The user has to understand how the city is organized to get most things done”

➔ Very, very, very large websites. Participants feel like unrestrained page creation has led to 
an unwieldy sites that are difficult to maintain. Departments aggressively resist “killing pages.” 
Also, programmatic content migration. :(

➔ Little use of analytics in content creation. Apart from quarterly or annual reviews by some 
teams, the majority of participants report that departments aren’t interested in analytics, even 
when made available. 

◆ “Staff feel like analytics just depend on where they are featured on the homepage”

➔ Mostly anecdotal feedback. The majority of participants report not having avenues for public 
feedback on website experience, mostly relying on feedback 











Do an alpha!









Analyze & Prioritize digital 
services based on criteria of 
resident need, City need, volume, 
and technical difficulty.

Cultivate safe space for 
experimentation with  key internal 
stakeholders (i.e., Management, 
SME,  front-line staff).

Journey Map the current 
interaction  to capture 
challenges and potential 
solutions. Re-assess viability.

Identify user needs and a user 
story. 

Draft content and prototype 
pages to better fit the user needs

If there is a point of  transaction for 
the service, review usability and 
effectiveness then redesign the 
transaction..

Test with real user in the wild. 
Document feedback. 

Iterate. Capture ongoing 
feedback through the alpha  
site for future refinement

1 2 3 4

5 6 7 8

Process: How to develop a digital service



Total 311: 
1178+ hours

Total web: 
192+ hours



1 Analyze & Prioritize

Create an inventory of digital 
services. Use four primary 
criteria to prioritize transactions:

1. Resident Pain.                           
2. City Pain                                    
3. Technical Feasibility.         
4. Volume*





3 Map current process



4 Identify User Need

User stories are just statements that 
describe a goal, written in the first person.
There is no one way to write a user story, 
but one effective approach is called “jobs 
to be done”, which is shown here. 

As a: [type of user]

Who is this for?

I need to: [task/action]

What will help this person reach 

their goal?

So that I can: [goal]
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As a:  Driver in Grand 
Who is this for?

I need to : figure out if the 
City will reimburse 
pothole damage to my car
What will help this person reach their goal?

So that I can :  Fix my car 
as quickly and cheaply as 
possible



5 Prototype Transaction



5 Prototype Transaction

Ex. Pothole Damage Claim
➔ Went line by line through 

decade-old form to verify the need 
for each data point.

➔ Webform reduces likelihood of 
follow up because of illegible 
handwriting. 

➔ Identification of common user 
need for pothole damage claims 
led to a decision to merge what 
was a  two form process.

➔ Dividing forms into sections allows 
breaks up long form into more 
digestible chunks..

➔ Web forms dynamically hide/show 
questions based on previous 
answers, reducing time to 
completion. 

➔ Web form require answers to 
questions before submission. 



6 Redesign Content
Example: The content redesign for 
starting water & sewer service.

Content Problems:
➔ No intuitive next steps.
➔ Gratuitous commitment to 

customer service is  first 
section (not useful).

➔ Mixed themes and multiple 
headers.

➔ Different descriptions cover 
the same subject.

➔ One mobile screen doesn’t 
captures a fraction of what 
the user needs to know 
about the service (lots of 
scrolling).

http://grcity.us/human-resources/pages/filing-a-
claim.aspx

http://grcity.us/human-resources/pages/filing-a-claim.aspx
http://grcity.us/human-resources/pages/filing-a-claim.aspx
http://grcity.us/human-resources/pages/filing-a-claim.aspx


➔ Print out all current website 
pages and 311 knowledge base 
articles relevant to the service.

➔ Use a highlighter to capture the 
most effective content, 
considering:

➔ Rewrite  the content:
➔ Edit for tone of voice and style:
➔ Finally, review the content:

 

6 Redesign Content
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6 Redesign Content
Example: The content redesign for 
starting water & sewer service.

Content progress:
➔ Clear organizational premise
➔ Plain language description
➔ Consolidation of repetitive 

content. 
➔ ⅔ of process captured in a 

single mobile screen (hardly 
any scrolling).
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Name: Adrianna

Service: Pothole Damage Claim

Takeaways:

➔ “I prefer doing things on my phone.”
➔ “Streets and Sanitation Dept? What's sanitation got to 

do with potholes? Why are they telling me that" 
➔ “Oh, so I’m not eligible... Well you better be glad I didn’t 

do that paperwork.”



So, what are we doing?



“We are making a better website”



“We are making a better website”

“We are making better government”





















3 Identify User Need

us·er need/  ˈyo ͞ozər nēd: 
A well-defined statement of what 
your service or program empowers 
people to do



4 Identify User Need

User stories are just statements that 
describe a goal, written in the first person.
There is no one way to write a user story, 
but one effective approach is called “jobs 
to be done”, which is shown here. 

As a: [type of user]
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I need to: [task/action]

What will help this person reach 

their goal?

So that I can: [goal]

50



4 Identify User Need

User stories are just statements that 
describe a goal, written in the first person.
There is no one way to write a user story, 
but one effective approach is called “jobs 
to be done”, which is shown here. 

As a: [type of user]

Who is this for?

I need to: [task/action]

What will help this person reach 

their goal?

So that I can: [goal]

51

As a:  victim of violent 
crime in CA 
Who is this for?

I need to : apply for 
victim compensation 
assistance
What will help this person reach their goal?

So that I can :  Stop 
hurting and start healing



➔ Breaking into sections makes  form less 
intimidating

➔ Shorter forms.Smart Logic lets you only 
ask the questions you need to know. 

➔ Smart Logic forces people to 
self-determine eligibility

➔ Save Progress. Goes exactly back to 
where you left off. 

➔ Rapidly prototype a new solution. 

What’s better?

Try it: bit.ly/victimcomp

http://bit.ly/victimcomp


2 Map the current process

Violent crime 

victim learns 

about CVCB 

benefits

Completes 

application; 

prints, sends

California Victim Compensation 
Application

State or local 

office gets app, 

determines 

eligibility

Claims staff 

starts 

processing 

claims

Staff deems 

expenses 

eligible and 

starts paying 

= User action

= Gov action

Linked or 

referred to 

app online

If app is 

incomplete, 

then staff 

reaches out for 

documentation

Victim sends or 

brings in 

additional 

documentation

Staff confirms 

eligibility sends 

application 

number, 

If expense 

documentation 

is incomplete, 

staff reaches 

out to victim

Victim sends or 

brings in 

additional 

documentation
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is incomplete, 

staff reaches 

out to victim
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additional 

documentation

= Pain Point 

No printer? 

More time!

Application is 
long

Inconsistent 

referral 

sources

Missing info 

slows down the 
process

If they send it 
to State, state 
has to send to 
local office

Claims team 

has to 

transcribe the 
entire scanned 
document

Might be 

eligible for 

emergency 

award they 

don’t get

The process 

takes much 

longer than 

they thought



➔ Build the advocate experience into the 
form.

➔ Smart Logic allows for forced diversions
➔ Required fields reduces back and forth
➔ Upsell to other forms and services - 

When you are looking at our website, go 
to local resources. Find where you live 
and opens up all those local resources. 

➔ Tell them there closest Trauma Recovery 
Center or Family Justice Center. 

➔ Anything else not on the app. Mental 
health treatment bills. 

➔ Rapidly prototype a new solution. 
➔ Required fields. Tons of phone calls. 

Applications come in and they are not 
signed.

➔ No more transcribing illegible 
handwriting

What’s better?
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6 Redesign Content

● Why does the user need this service? (reassure they are in 
the right place)

● Why does the City offer this service?
● What’s the step by step process for the public to 

complete the process online?
● What advice can you offer the user to get through the 

process as easily as possible?



6 Redesign Content

Useful phrases:
● How can we let the user know they are in the right place, 

immediately?
● What does the user need to know before they take that 

step?
● How would you describe this to a friend?



➔ A question to reassure the user they are 
in the right place

➔ Outline the modes available to complete 
the interaction (without scrolling)

➔ Big, clear action buttons
➔ Advice written to offer context and tips

What’s better?





What can you do now?
➔ Take an interest in the quality of your digital services. Do some generative testing 
➔ Identify one service their department offers where increased access or a digital capability 

could be a digital game changer. 
➔ Get user feedback. Do usability testing. 
➔ Hire or re-allocate someone to have the time to do this well. 
➔ Take a digital services approach to the next redesign.


